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This paper presents a methodology for chain analysis, with human decision 
making as a central theme. Every day people in production chains make 
decisions that can influence the performance of the chain. However, human 
mental capacities are limited, which leads to suboptimal decisions and 
suboptimal chain performance. Taking human limitations into account will help 
to design better decision environments, thus leading to improved performance. 
How do people make decisions? 
A decision can be seen as the outcome of a decision-making process. In this 
process a decision strategy is applied to information. Information gathering is a 
constant process. When the decision maker is confronted with a problem, the 
decision-making process starts. A strategy is selected based on the characteris­
tics of the decision maker and the perception of the decision task. The decision 
maker obtains the information that is available and relevant for the decision­
making process from real world situations. After the decision is made, it will 
influence the current situation. 
Why are decisions suboptimal? 
A decision is a result of a decision-making process in which a decision strategy 
is applied to information. Suboptimal decisions can therefore be seen as a 
result of a suboptimal strategy or suboptimal information. Also the decision­
making process itself can be suboptimal. However, experiments have shown 
that there is little or no difference in performance among people responsible 
for decisions tasks. The difference in performance cannot be traced back to 
personality traits. Thus, it is impossible to select people on the basis of their 
decision-making capacities other than to have them perform a decision task. 
But why are people unable to 'do the right thing'? 
Psychological research has shown that human information processing 
capacities are limited. This explains why people behave less optimally: they do 
not have the cognitive ability to have insight into a problem. The importance 
of this for decision making has been emphasized, but little of no specific 
research has been done yet. Most research focuses on information processing 
in general. 
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There are many ways to describe decision making, and many reasons why 
people make suboptimal decisions. We state that the suboptimal functioning of 
systems is a result of suboptimal decision making. Therefore, the performance 
of a chain can be improved by improving the decision making of the partici­
pants. In order to accomplish this the following steps are important: 
(1) To locate important decision points. Seen from a chain management 
point of view, an important decision point is a place where decisions 
are mate that influence the flow of product. 
(2) To simulate the environment of the decision maker for each located 
decision point. 
(3) To analyse the decision-making process. For instance, the decision 
maker is presented with the information that is usually available when 
buying of selling goods. Analyzing the decision-making process may 
reveal what kind of strategy and information the decision maker uses. 
(4) To suggest ways of improving the decision-making process. Dependent 
on the nature of suggestions, certain simulations can be run to test 
them. For instance, alternative decision strategies can be tested, or 
perhaps the decision maker can use more, or other, information in the 
decision-making process. 
We use simulations in two ways: to create task environments and to test 
alternative decision strategies. The first way is almost standard procedure in 
studying Dynamic Decision Making: the second is much used in cognitive 
psychology, but rarely in studying decision-making processes (Brehmer, Leplat 
& Rasmussen) 
Conclusion 
We believe that suboptimality in decision making is a result of a fundamental 
limit of human information processing capacity, and cannot be attributed to 
individuals. We feel that the limited cognitive abilities of humans should get 
more attention in research on decision making. A normative approach, such as 
a Decision Support System, which does not take this into account is bound to 
have little or no effect in the long run. 
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